Orientation: As background to the study it can be stated that the ethical conduct of employees in an organisation is of paramount importance to the successful operations of an organisation, both real and perceived. In recent times the ethical conduct of employees has received extensive publicity and, as such, has emphasised the impact of organisational ethics on the global competitiveness of organisations.
INTRODUCTION

Key focus of the study
This article proposes a model for the establishment and support of ethical organisations. The model will ensure that ethical change in the organisation is managed effectively by ensuring that all the necessary interventions in order to improve on the ethical environment are implemented. The proposed model provides logical, practical and uncomplicated guidelines to organisations that intend to improve or establish an ethical organisation.
The proposed model distinguishes between critical interventions and optional interventions. Four critical interventions are identified that are required to institutionalise ethical behaviour within an organisation. All four interventions are essential if the behaviour of the employees is to be aligned to that of an ethical organisation.
Background to the Study
Since the 1990s there have been daily reports of mismanagement and unethical actions by members of organisations. Furthermore, the ethical conduct of employees in organisations has received extensive attention and publicity. Mathis and Jackson (2000, p. 30) provide feedback on a survey that resulted in 48% of respondents stating that they were unethical at work. Examples of unethical behaviour are 'cheating on expense accounts, paying or accepting bribes and kickbacks, forging signatures and lying about sick leave'. Esterhuyse (1999, p. 27) reports that South Africa has lost significantly large amounts of money due to office or white-collar crime.
Organisations' attempts to become globally competitive will be hampered by employees who are unethical at work. Ethics in the economic life of transitional economies is a 'delusion rather than the reality'; therefore ethical behaviour is becoming more important as communities begin to realise its significance (Fülöp, Hirsrich & Szegedi, 2000, p. 1) . Fülöp et al. (2001, p. 1) believe that research on business ethics needs to begin with an understanding of the nature of business ethics. For the purpose of this study an ethical organisational environment can be described as the behaviour, norms, rules and values that are inherently honest and just and are shared by all employees within an organisation with the aim of continuously improving performance, achieving common goals and establishing relationships with all stakeholders. Kay and Popkin (1998, p. 337) believe that organisations that wish to improve their profitability need to enhance their decision-making strategies by incorporating ethics into their decisions. Similarly in a comparable study conducted by the Du Paul University during 1999, it was found that organisations that make 'an explicit commitment to follow an ethical code provided more than twice the value to shareholders' than organisations that did not. It was also found that 47 organisations that had a more extensive commitment to ethics indicated that their market value added (MVA) was larger by an average of $10.6 billion, or approximately three times the MVA of organisations without similar commitments (Salopek 2001, p. 1) . According to Charlesworth and Sewry (2003, p. 113) it was found during a South African survey in the IT sector that 65% of respondents believed that by being ethical an organisation can earn a profit in the long term. Rossouw (2008, p. 77) suggests that preventing corporate moral failure requires a total transformation of the organisation's ethical environment.
The above section highlights the need for creating an ethical organisation.
Trends from research literature
The importance of an ethical organisation has been emphasised. The role played by all the stakeholders in the organisation in establishing an ethical organisation is critical to its success. Ethics in the workplace can be managed through implementing an ethics code of conduct, obtaining top management commitment and support, the appointment of an ethics officer, ethics training, reward systems, a system to report unethical behaviour and the auditing of ethical performance (Emiliani, 2000, p. 2; Goosen & Van Vuuren, 2005, p. 61; McNamara, 1999, p. 4; Rossouw, 2002, p. 405; Spangenberg & Theron, 2005, p. 1; Van Vuuren, 2002, p. 22) . However, this change cannot be achieved without using a practical model to attain organisational ethical goals. To develop a model that will assist in establishing an ethical organisation it is necessary to explore and discuss the inherent characteristics of such an organisation. Trevino and Nelson (1995, p. 202) and Schein (1995) , as quoted by Gottlieb and Sanzgiri (1996, p. 1277) , believe that leadership is critical in creating, establishing and maintaining an ethical organisation. Therefore ethical behaviour to establish an ethical environment will begin with the leaders within the organisation as integrity, or the lack of it, flows from the top down (Emiliani, 2000, p. 261 Kelly (1989) and reported by Gottlieb and Sanzgiri (1996, p. 1278) , 75% of 8000 respondents agreed that the organisation's leader 'plays the most significant role in establishing ethical standards for the organisation'. Gottlieb and Sanzgiri (1996, p. 1278) suggest that the leader should contribute to and drive the formulation of the ethical policy, communicate the ethical code of conduct and lead by example with regard to ethical management.
Organisations attempting to implement ethics must adopt some form of ethical learning and training (Costa, 1998, p. 93) . McDonald and Pak (1996, p. 974) are convinced that the promotion of business ethics cannot be successful without the implementation of ethics training.
The simple provision of ethics training to employees is not sufficient to change the organisational environment, but rather thought must be given to the type of training, the timing and the methodology that are required. Therefore, Trevino and Nelson (1995, p. 208) as well as White, Sharar and Funk (2001, p. 40) take the standpoint that baseline training and continuing ethics education and training programmes should be provided for all individuals within the organisations. Ethics training should commence with formal orientation training for all new employees and should be reinforced by continuous training interventions. Participants in the training would also include part-time workers, contractors and contingency workers. This would ensure that all employees, regardless of their type of employment contract, are aware of the ethical standards and behaviour that is expected of them in an ethical organisation.
An ethical survey conducted by KPMG, Public Service Commission and Transparency South Africa, Malan and Smit (2001, p. 4) and Nicolaides (2009, p. 490) , found that the ethics training that organisations provide is too brief and does not include new employees and managers. Only 27% of the respondents indicated that new employees were being trained to apply the organisation's code of ethics while 13% of new employees were being trained in ethical decision-making skills. It can thus be construed that South African organisations are not yet prepared to invest in changing the behaviour and competencies of their employees to conform to those of an ethical organisation.
According to Trevino and Nelson (1995, p. 205) , organisations attempt to guide employees' behaviour through formal organisational value statements, mission statements, credos, policies and formal codes of ethical conduct. Organisations are becoming more cognizant of the consequences of violating legal or ethical standards and are therefore implementing codes of conduct or ethics that prescribe standards of behaviour for all employees (Darley, Messick & Tyler, 2001, p. 40) . Therefore a written code of conduct formally acknowledges the organisation's intent to undertake business in an ethical manner (Kreuze, Luqmani & Luqmani, 2001, p. 48; Ebert & Griffen, 2000, p. 82) . A well-developed code of ethics can assist the organisation in fostering an ethical environment, discouraging unethical behaviour and coping with ethical problems and dilemmas. The code of ethics establishes the ground rules by which the organisation operates. In a recent study of Fortune 500 companies in the United States of America, 90% of respondents indicated that a code of ethics existed (Erasmus, 2002, p. 34) . The Du Paul University study mentioned previously reinforces the theory that an ethics code and ethical organisational environment contribute to the financial viability of an organisation. The KPMG survey of 2003 reported that 77% of the respondents indicated that their organisation had adopted a code of ethics or corporate code of conduct.
However, the mere existence of an ethics code of conduct does not guarantee ethical behaviour. It is imperative that the process of developing and communicating the code to all stakeholders be done in a transparent and consultative manner (Rossouw and Van Vuuren, 2010, p. 241) . It is also important to ensure that the code is enforced throughout the organisation. Failure to enforce the code will ultimately result in it losing its legitimacy and being perceived as window dressing (Trevino & Nelson, 1995, p. 207) .
The ethics officer plays a pivotal role in driving the ethical environment within the organisation. According to DiPiazza (2001, p. 717) , the ethics officer needs to identify the ethical issues and mobilise resources and persons around these issues. Allowing people to talk about ethical issues via meetings (or even in 'chat rooms') on the organisation's intranet, can achieve this. DiPiazza (2001, p. 717) believes that the position of an ethics officer should be independent of management and of the business operations. However, the incumbent should possess an understanding of the business environment. DiPiazza (2001, p. 718) believes that the ethics officer should not be seen as a member of the management team, but as an individual who is positioned across the organisation and who reports to the board of Directors.
The most effective indication that an organisation is committed to ethical conduct in all of its business operations is the appointment of an ethics officer. This appointment formalises the organisation's commitment to ethical practices and conduct. However, it is critical that the ethics officer has a clear and measurable mandate within which to operate. Linked to the appointment of an ethics officer would be the installation of a centralised hotline where employees can obtain advice on ethical matters and lodge ethical complaints. When requesting advice or informing on an unethical action, the individual can remain anonymous. This anonymity is considered to be the immense advantage of a hotline. The hotline is considered a tool that assists in enforcing the ethical standards within the organisation and providing employees with answers to policy questions (Koehn, 1998, p. 125 ).
According to Dessler (1997, p. 109) , a growing number of modern organisations have fewer supervisory and management levels, with the result that fewer employees are being supervised. Organisations rely on employees to report misconduct; the act of reporting misconduct is known as whistle-blowing.
Campbell, as quoted by Richter, Burke and Doig (1990, p. 197) , offers a definition of whistle-blowing: 'the disclosure of legal violations, mismanagement, a gross waste of funds, an abuse of authority or a danger to the public health or safety of individuals'. The said disclosure can be made within or outside of the chain of command. Whistle-blowing is therefore the act of informing on organisations and individuals that commit illegal or unethical acts, provide poor value for money, or endanger the health and safety of employees or stakeholders. Organisations can reduce these conflicts by affording protection to whistle-blowers in the organisation's code of ethics, perhaps by installing a hotline or appointing an ombudsman to ensure confidentiality and reduce the fear of retaliation. Conversely, should the whistle-blower's allegations be false and the individual intentionally attempts to discredit an individual or the organisation, the whistle-blower must be penalised or dismissed. This should prevent frivolous action on the part of potential whistle-blowers. An organisation's reward system is a critical component of the ethical organisation and it contributes to the alignment or misalignment of systems (Trevino & Nelson, 1995, p. 207 ). An ethics-focused reward system is a formal reward system that will promote, measure and reward the ethical behaviour of employees (Lindsay, Lindsay & Irvine, 1996, p. 394) . Trevino and Nelson (1995, p. 207) believe that in order to comprehend the ethical conduct of individuals in the organisation, it is important to investigate the behaviours that are rewarded and punished. It is also important that management ensures that the concern with the financial bottom line does not conflict with the ethical goals of the organisation.
Reward systems in organisations are important as they provide guidance about what behaviour is expected and also reflect what is valued in the organisation. Therefore it is critical that organisations reward the 'correct' behaviour, otherwise misalignment of the reward system with other aspects of ethics will occur. Individuals are encouraged to behave ethically or unethically when they are incentivised to do so; therefore it is important that managers examine the current reward system to ensure that the preferred behaviour is reinforced (Kreitner & Kinicki, 2001, p. 93; Navran, 1997, p. 122 ).
An ethical organisation can only be created and sustained by establishing a reward system for those employees who contribute to the organisation's ethical objectives.
Organisations of different sizes and types have indicated and proved their commitment to ethical practices by:
• implementing policies that integrate ethics into the organisation's values and mission, develop ethics codes • implement ethics training
• establish an ethics hotline, audit ethical performance and link it with rewards and sanctions • create ethics committees and revise internal structures to achieve their ethical objectives (Navran, 1997, p. 1) .
In order for the ethical environment to be significantly impacted on it is imperative that all stakeholders 'buy in' to the vision of the organisation becoming more ethical.
What will follow
The following section proposes a model for the development of an ethical organisation. The model can guide ethical change in the organisation by ensuring that all the interventions that are needed in order to improve on the ethical environment are implemented. The proposed model provides logical, practical and uncomplicated guidelines to organisations that intend to improve or establish an ethical organisation.
DEVELOPING AN ETHICS INTERVENTIONS MODEL
The proposed model distinguishes between critical interventions and optional interventions. Four interventions are identified as being critical to institutionalising ethical behaviour. All four interventions are essential if the behaviour of the employees is to be aligned to that of an ethical organisation. The choice to implement the optional interventions would depend on the organisation's size and resources available. The smaller the organisation and the fewer the resources, the higher the probability that the optional interventions will not be implemented. The critical interventions ethical model is presented in Figure 1 and a comprehensive discussion will follow. Robbins and Judge (2007, p. 441) are of the opinion that top management establishes the 'moral tone' for the organisation by setting and demonstrating high ethical standards and encouraging and rewarding integrity in others.
Top management commitment
Stage 1: In the creation of an ethical organisation, the leadership is an essential component, seeing as leaders can create, maintain or change environment (Trevino & Nelson, 1995, p. 200) . Support for the ethics initiative must be elicited from senior management. They can indicate their commitment by participating in training sessions and including ethics as a regular element in speeches and presentations, as well as ensuring that their behaviour is an example to all employees.
Code of ethics
Stage 2: A code of ethics provides guidelines for ethical decision-making. Hosmer (1987) as quoted by Kitson and Campbell (1996, p. 123 ) defines an ethical code as 'statements of the norms and beliefs of an organisation with the intention to encourage ways of thinking and patterns of attitude that will lead towards the wanted behaviour'. The code of ethics allows the organisation to define its position on being an ethical organisation, in order that all employees and stakeholders are clear as to what the organisation values (Rossouw, 2002, p. 216) . Kitson and Campbell (1996, p. 108) believe that the code of ethics provides advice and guidelines concerning expected employee behaviour. Cassell, Johnson and Smith (1997, p. 1078) state that a code of ethics is an important method of institutionalising ethics in an organisation. The compiling of the code of ethics can be coordinated by the human resource manager or practitioner.
It is imperative that a task team comprising of individuals representing a variety of functions and from different levels of the organisation be created in order to assist with the writing and implementing of the code.
According to Malan and Smit (2001, p. 175) , when a code of ethics is properly designed and 'managed with integrity as a living, dynamic, cultural guide and discipline there should be no doubt about the moral foundation of the organisation'. Vol. 8 No. 1 Page 4 of 12
FIGURE 1 Proposed Ethics Interventions Model
Ethics training
Stage 3: Rossouw (2002, p. 240) 
Reward structures
Stage 4: In order to ensure that ethical expectations are understood and followed by organisational members, ethical values and guidelines must be reinforced. Reward systems for employees who contribute to the organisation's ethics goals and objectives must be established. Trevino and Nelson (1999, p. 151) and Rossouw (2002, p. 239) state that reward systems are the 'single most important formal influence' on employees' behaviour at work. Incentives must be integrated into the performance and compensation system. A percentage of bonuses can be linked to ethical performance. Formal performance appraisals are used to determine and allocate these rewards and to reinforce behaviours consistent with expectations on a regular basis. The appraisals can also communicate and reinforce management's expectations as they relate to the performance of each employee (Logsdon & Yuthas, 1997 , p. 1222 ).
With the above interventions established as critical and compulsory interventions the following interventions are considered to be optional. The use of these optional interventions will be dependent on the organisation's size and the resources available to implement each option.
Ethics audit
Stage 1a: Kitson and Campbell (1996, p. 108) recommend that an ethics audit be conducted prior to implementing an ethics initiative as one can analyse the organisation's environment in order to determine the current behaviour and operations within the organisation. An alternative explanation of an ethics audit is provided by Carroll and Buchholtz (2003, p. 235) , who believe that the ethics audit serves the purpose of assessing or evaluating the ethical status and ethical programmes offered by the organisation. An ethics audit will also highlight certain problem areas that may require special attention from the ethics coordinator. Ethics audits are intended to review 'ethics initiatives such as codes of conduct, hotlines and ethics training programmes' (Carroll & Buchholtz, 2003, p. 235) . After training, regular evaluations can be conducted to ensure that employees are retaining what they have learnt and transferring it to the workplace. Regular audits of the ethics programme should be completed in order to determine the success of the ethics initiative. Regular audits will also highlight the benefits of the ethics programme to management, thereby ensuring continued resources.
Whistle-blower protection
Stage 1: A whistle-blower will expose illegal, immoral or illegitimate practices that occur within the organisation. Lindsay, Lindsay and Irvine (1996, p. 401) are of the opinion that organisations function in a complex and risky environment with legislation and regulatory standards rapidly changing, therefore it becomes difficult to determine what constitutes ethical behaviour. As a result it is important to implement processes that will encourage open discussion and resolve conflict. A whistle-blower system can achieve this. According to Carroll and Buchholtz (2003, p. 495) , whistle-blowers are not rewarded for their perceived contributions to public interest.
In order to avoid some of the different forms of retaliation, such as more severe criticism of work, less attractive work assignments, heavier workloads, lost privileges and exclusions from meetings previously attended, it is important that organisations implement some form of whistle-blower protection. Protection would be included in the code of ethics. Winstanley and Woodall (2000, p. 7) state that, traditionally, human resource managers administer disciplinary and grievance procedures and they therefore propose that the human resource manager create and administer whistle-blowing procedures as well.
Hotlines
Stage 1c: A highly effective ethical environment is contingent on employees having a mechanism for reporting unethical acts (Carroll & Buchholtz, 2003, p. 233) . As reported by various authors the most common whistle-blowing mechanism is a hotline (Carroll & Buchholtz, 2003, p. 233; Malan & Smit, 2001, p. 157; Rossouw, 2002, p. 143; Trevino & Nelson, 1999, p. 71; Wixley & Everingham, 2002, p. 83) . Medium and large organisations can establish a hotline, so that employees can raise ethical concerns that they do not feel comfortable discussing with their supervisors.
Ethics committee
Stage 1d: The ethics committee can manage the ethics function in a large organisation. In smaller organisations an appointed ethics officer or the human resource practitioner can perform the role of the ethics committee. According to van Vuuren and Eiselen (2006, p. 22) , few South African organisations have appointed ethics officers. When compiling the ethics committee, it is recommended that persons from diverse functions and representative of the organisation in terms of gender and race be included. It is advisable that a trade union representative be included on the committee. The ethics committee should be an advocate for effective ethics management and play an executive and leadership role. The committee will represent the organisation's and employees' interests by ensuring that the ethics initiatives of the organisation are effective and meet the requirements of applicable law and guidelines (Carroll & Buchholtz, 2003, p. 226 ).
Kile (1992, p. 1) outlines the possible roles of an ethics committee. Ethics committees are responsible for:
• contributing to the continuing definition of the organisation's standards and procedures • assuming responsibility for overall compliance with those standards and procedures • overseeing the use of due care in delegating discretionary responsibility • communicating the organisation's standards and procedures, ensuring the effectiveness of that communication • monitoring and auditing compliance • overseeing enforcement, including the assurance that discipline is uniformly applied.
The ethics committee will implement steps and strategies to ensure that the organisation learns from its experiences. In summary, the ethics committee should examine issues, make decisions, formulate strategies and direct programme implementation through the programme director.
RESEARCH DESIGN
The main research question for this study can be formulated as follows: Can a business ethics model be developed to assist in creating an ethical organisation?
Hypotheses
Based on the above research question and using ECMIC as the study platforms the following hypotheses were tested.
Hypothesis 1: ECMIC is an ethical organisational structure.
Hypothesis 2: Individuals within ECMIC subscribe to the principles of an ethical organisation.
Hypothesis 3:
There is a dedicated drive and initiative within ECMIC to establish an ethical organisation.
Hypothesis 4:
It is beneficial to establish an ethical organisation within ECMIC.
Statistical hypothesis testing was used where the significance level was set at 5%. The aim was to test whether the percentage responses in certain categories were significantly higher than a value of 65% pre-determined by the researchers.
The hypotheses were:
where p indicates the population proportion.
For each hypothesis where the sample proportion was greater than 65%, a test statistic was calculated and compared with the one-sided standard normal value at 5%, namely 1.645.
Values of the test that exceeded 1.645 indicated that the corresponding sample proportion was significantly greater than 65%. No tests were performed in cases where the sample proportions were less than 65%.
Research method Sampling and data collection methods
An empirical study was conducted within the automotive cluster of the Eastern Cape Province to test the proposed ethics interventions model. A clustered, random convenience sampling method was used. A mailing list of the participants was compiled. Each participant was allocated a number and as each completed questionnaire was received, the participant was checked off the list. A research assistant contacted nonrespondents telephonically and via email to encourage them to return the completed questionnaire as speedily as possible.
Data collection was facilitated by means of a questionnaire. The questionnaire was designed and developed with the assistance of a research statistician at the university. The questionnaire consisted of two sections. Section A was used to obtain biographical information on the respondent organisation, while section B provided data regarding the interventions and ethical strategies used by the respondent organisation.
To ensure that the questionnaire would measure the concept or attribute it was supposed to measure, it was subjected to a pilot study. Feedback from this pilot study was used to improve the questionnaire and consequently both face validity and construct validity was established.
One hundred and fifty questionnaires were distributed amongst 75 organisations within ECMIC. On average, two questionnaires were sent to each organisation, one to the CEO's office and one to the human resource manager or department. A total of 88 completed questionnaires were received which indicates a 58.6% response rate.
Section A of the questionnaire required respondents to provide general biographical information. These questions were included to highlight independent variables, in order to facilitate comparisons between the dependent variables obtained from responses to questions in other sections of the questionnaire.
Organisations of all sizes within the automotive cluster were represented in the responses obtained. The highest percentage of responses (43.7%) was from organisations exceeding 300 employees, followed by organisations with between 101 and 200 employees (18. 4% rate).
The majority of organisations (54.8%) that responded are classified as functioning in manufacturing automotive components, followed by automobile manufacturers (19%) and other related industries such as the paint industry (16.7%), metal industries (7.1%) and tyre and rubber manufacturers (2.4%).
Recording of data and analysis methods
The responses to the items in questions dealing with ethics interventions and the characteristics of an ethical organisation are measured on 5-point ordinal scales. The different levels of the scales have been assigned the numerical values 1-5 and assuming equal distances between adjacent levels, the level of measurement is now an interval scale which allows for parametric statistical analysis based on means, standard deviations and correlations.
There were a number of non-responses on these questions; a maximum of 7 on one item was detected. In order not to lose any cases due to missing data, the missing values on each item were replaced by the mean value of the valid data for that item.
Each of the four questions has a number of items, related to a specific topic. Each set of related items was analysed to see whether they correlate to such an extent that a total score can be calculated that reflects the respondents' feeling towards the topic as a whole. To accomplish this, principal component analysis was performed on each set of items. Such an analysis shows, inter alia, the maximum percentage of the total variation in the set of items that can be explained by only one (linear) composite score.
In order to measure the internal consistency of each set of items, that is, the extent to which they measure the same construct, Cronbach's alpha coefficient was calculated. This coefficient ranges from zero to one where small values are an indication of low internal consistency and big values (close to one) are an indication of high internal consistency.
Reporting
The results of the above mentioned analyses are summarised in Table 1 . Although the alpha values are all at an acceptable level (> 0.70), the two low correlations in the 'Minimum correlation' column led to the inspection of the items of B6 and B10. The fourth item of B6 was the one that had a few low correlations and was also the minimum of 0.10. An item analysis also showed that this item had a much lower item-total correlation (0.38) than the other items (0.54 or higher). Amongst the items of B10, it was the first item that had a number of low correlations, including the minimum of 0.01. The item-total correlation of this first item was also much lower (0.23) than that of the other items (0.48 or higher). Table 2 gives the information for B6 and B10 when the two items that do not seem to strongly belong to the construct had been removed.
It is clear from the above table that by removing the two items, the remaining items are much more coherent and will lead to the measuring of more consistent constructs.
A principal component analysis on each of the four sets of items revealed that, in each case, the linear combination of items that contained the maximum information (variation) was a weighted sum of the items. Seeing that the weights differed only slightly, it was decided to use as composite score the arithmetic mean of the items, which is easy to interpret and on a scale of 1-5.
In testing the hypotheses and according to the pre-determined 65% value, the following results were obtained as expounded in tabular format. • In 76% of organisations it was reported that a code of ethics existed that provided details on standards for ethical behaviour.
• Only 30% of organisations provided staff with training in business ethics. In a similar survey performed by Lindsay et al. (1996, p. 398) in Canada, it was reported that 29.8% of organisations had implemented or were in the process of implementing ethics training. This reflects a possible international trend that organisations are not investing resources into activities, such as ethics interventions, that directly affect the bottom line in the short term.
• It was reported that 39% of the respondents indicated that their organisations have an ethics officer to whom employees can report misconduct or obtain advice on ethical issues.
• The study revealed that 68% of respondents were aware of protection for individuals who report misconduct in their organisation.
• According to 74% of respondents, an ethics audit has not been conducted to determine the current ethical environment within their organisation.
• A large percentage of respondents (80%) stated that rewarding ethical behaviour in the form of promotions or performance bonuses does not transpire. A similar survey conducted by Lindsay et al. (1996, p. 401) reported that 12% of sampled organisations used an ethics focused reward system. This is of concern because it indicates that organisations are not using positive reinforcement to encourage ethical behaviour and therefore significant achievement of the organisations' ethical goals may not be realised.
It is interesting to note that the majority of respondents reported that their organisation does not offer the above interventions. As these interventions are identified as being essential when creating an ethical organisational environment, one would assume that it would be difficult to characterise one's organisation as highly ethical or ethical if the above interventions were deficient.
In this analysis where the corresponding answer is 'yes', the sample percentage was calculated. Only in two cases, namely Questions B3.1 and B3.4, was a sample percentage of larger than 65% calculated (See Table 4 ).
From these two cases (Table 4) only Question B3.1 reflected a test statistic of larger than 1.645, namely 2.42, reflecting that from the proportion of organisations surveyed (75.9%) the majority of respondents were in agreement that a code of ethics was in operation.
In Table 5 , five of the six questions revealed a sample percentage larger than 65%. Of that total, four questions had a test statistic larger than 1.645. These were questions B4.1, B4.3, B4.4 and B4.5. These results indicated a strong level of commitment from the Chief Executive Officer or the direct Manager, colleagues and subordinates.
The results with regard to the provision of ethics training are fairly consistent. The survey revealed that 30% of organisations have implemented ethics training or are in the process of implementing ethics training. This finding is consistent with the KPMG study that was conducted in 2001. In this study, Malan and Smit (2001, p. 4) found that South African organisations have not focused extensively on ethics training.
According to 23% of respondents, reward structures that encourage ethical behaviour had been implemented or are in the process of being implemented. The study further shows that 20% of organisations had implemented a hotline for persons to report misconduct.
The study also indicates that 21% of organisations had implemented or are planning on implementing an ethics committee, which constitutes a formally specified group of employees responsible for developing, updating and enforcing the code of ethics (Lindsay et al., 1996, p. 394) . Finally, 37% of respondents stated that their leaders display ethical leadership.
Very small percentages of respondents indicated in this section of the questionnaire that their organisations were currently implementing the various ethical interventions. This is of concern as it may point toward a lack of seriousness being displayed by the automotive cluster in the Eastern Cape Province towards governing ethically. Malan and Smit (2001, p. 9) are convinced that developing an ethical organisation and all that is required to achieve this objective is for many South African organisations purely an optional experience and not a core business activity. Table 6 indicates the perception of the respondents concerning the impact of identified interventions on the establishment of an ethical organisation. The results are based on the responses where the intervention is implemented or planned to be implemented. None of these responses reflected a sample percentage of larger than 65%. This is indicative of the fact that the ethics intervention activities are not a major concern of surveyed organisations in ECMIC.
The respondents were also given the opportunity (refer to Table 7 ) to provide an indication of their opinion of the importance of the interventions, using a 5-point Likert scale that ranged from 'essential' to 'not essential'.
The results are based on the responses that ranged from essential to important. Three questions revealed a sample percentage of higher than 65%, with all three having a test statistic of larger than 1.645. In this regard although the percentage of organisations that plan to implement the various ethical interventions is insignificant, individuals within the organisations indicated that the ethics interventions are important. concerning whether the stated attributes characterised an ethical organisation. A 5-point Likert scale ranging from 'strongly agree' (1) to 'strongly disagree' (5) was used.
FINDINGS AND DISCUSSIONS
Three of the questions had a sample percentage of larger than 65% and all three revealed a test statistic of larger than 1.645, indicating their significance as characteristics of an ethical organisation. Ethics training, a code of ethics and whistleblower protection were highlighted as important characteristics of an ethical organisation.
In cross referencing Tables 1-8 , certain deductions can be made.
In the majority of cases, issues such as:
• a code of ethics • ethics training • whistleblower protection stood central in the analysis, whilst achieving significant relevance in considering:
• the relative importance of ethical interventions • the characteristics linked to an ethical organisation.
In a further analysis through the cross-tabulation of data, the frequency was determined and is being presented in Table 9 .
From this analysis it can be stated that the CEO is seen as the lead individual in implementing ethics in an organisation, followed by the HR department under the leadership of the HR manager.
From Table 9 it is clear that the HR department is responsible for organising ethics in the organisation, followed by the CEO. However, in terms of who should be responsible it is clear from Table 9 that the CEO is the preferred individual, followed by the HR manager. The chi-square analysis also indicates a statistically significant relationship between these variables (p < 0. 05). Table 10 reveals that the majority of respondents are not clear on the extent to which top management provides ethical leadership in the organisation. However, the majority of respondents do see the CEO as playing a leading role in exhibiting sufficient commitment to ethical business objectives. Based on the chi- square analysis no statistically significant relationship could be determined between the variables (p > 0. 05).
From Table 11 it is evident that the majority of respondents are not clear on the extent to which top management provides ethical leadership in the organisation. However, the majority of respondents were of the opinion that senior management does display a sufficient commitment to ethical business objectives. With a p-value of 0.00088 there is also a clear, statistically significant relationship between the variables (p > 0.05).
Most of the respondents, as is reflected in Table 12 , are not clear on the extent to which top management provides ethical leadership in the organisation even though the King Report III (South African Institute of Chartered Accounts, 2009) places great emphasis on the role of ethical and effective leaders.
What is clear from the respondents is that the CEO is seen as the person who should be responsible, followed by the HR manager. There is a statistically significant relationship between the variables (p > 0.05).
As far as the p-values are concerned, all the values are smaller than 0.05, indicating that there is a significant difference from the constant reference value. However, to make the table and the data more useful in terms of the objectives of the study, the 'effect size' column was introduced.
The effect size is a useful measure of the size of the difference (practical significance). In the case of a single sample t-test, the effect size is calculated as the difference between the mean and the reference value divided by the standard deviation. The effect size is called Cohen's d and guidelines for its interpretation are:
• values in the region of 0.2 -small effect size • values in the region of 0.5 -medium effect size • values in the region of 0.8 -large effect size. (Cohen, 1969) The larger the effect size, the more practical the implementation is. From Table 13 it is clear that only three from the 18 variables have a small effect size, hereby implying that the majority of interventions identified in this study as per Table 13 , will be practically implementable.
CONCLUSION
The concept of business ethics and corporate governance has dominated national and international news for the past decade and as a result organisations, their members and their operations are being scrutinised and criticised for unethical actions.
The purpose of this article was to propose a model that could be used when attempting to establish and maintain 
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Limitations
A possible limitation of the study is that it was confined only to the automotive cluster in the Eastern Cape. The study could have been extended across industries and this in turn would have resulted in a higher response rate.
The findings of the empirical study reflect the state of the ethical environment and the adoption of interventions only at the time of the study. Previous interventions that were unsuccessfully implemented and anticipated interventions were not investigated in the empirical study.
An additional limitation but also an area for future research would be to assess the ethical environment of a selected organisation, implement the proposed model of this study and thereafter assess the impact of the model on the organisation's ethical environment.
RECOMMENDATIONS
The ethical conduct of employees in an organisation is of critical importance to the sustained success of an organisation in the contemporary business environment. This is underpinned by the media coverage of the ethical conduct or lack thereof by numerous organisations worldwide. It is furthermore an ethical organisation and to analyse and interpret the data obtained from the empirical study. The key findings from our empirical work can be summarised as follows. The majority of organisations included in the sample do not implement specifically recommended interventions, with the exception of a code of ethics, to create and sustain an ethical organisational environment. However, the majority of respondents believe that it is important that the organisation be seen as ethical and have identified that behaving ethically can result in benefits for the organisation.
It is apparent from this study that CEOs are seen as the lead individuals in implementing ethics in the organisation. The leadership role is also supported by the Human Resource manager in the organisation. However, it became clear that most respondents viewed the CEO's commitment as peripheral, with the perception that the CEO did not portray the expected dedication and commitment to establishing an ethical organisation. According to this study, the vast majority of respondents were left unclear about the extent to which top management should and would provide ethics leadership within the organisation. This issue is also addressed by the King Report III (South African Institute of Chartered Accounts, 2009) principle 1.19, where it requires that the CEO should ensure that a positive and ethical work environment exists.
The model can therefore be viewed as a map which would guide organisations with the appropriate steps when attempting to change or strengthen their ethical environment. Implementing emphasised by the publication and adoption of the various King Reports on Corporate Governance and Ethics.
The importance of this study is that it proposes a model that provides a logical, practical and uncomplicated set of guidelines to organisations in general, with the intention of establishing or improving the ethics in an organisation. Furthermore, the strength of the model and an added factor of importance is the fact that the model distinguishes between critical and optional interventions, where the critical interventions will prove to be the foundation of the process to institutionalise the ethical behaviour of employees within organisation. Lastly, this study set out to test this model and its practicality in evaluating and addressing the ethical nature of organisations, based on a sample organisation within a large sector of the South African economy, namely the automotive industry.
Based on this study it is recommended that organisations should:
• evaluate the ethical climate and nature of their respective organisations • implement relevant ethics interventions as identified in this study • identify custodians of the organisational ethics processes • comply with the recommendations and process frameworks of the respective King Reports on Corporate Governance and Ethics and • change their business process in order to strengthen ethical structures and in so doing promote the long term sustainability of their organisation in the overall economy.
It is recommended that South African organisations should attempt to position themselves by strengthening their ethical structures and processes in order to promote their organisation and increase their sustainability as a business entity.
In addition it is recommended that future studies and interventions should be formulated around the following issues, namely:
• The reasons for the lack of adoption of the proposed interventions of the model. • An analysis of the codes of ethics of individual organisations in order to ascertain the reasons for the failure of implementing or adopting an ethical organisational structure. • The appointment processes followed within ECMIC when appointing executives into their positions. This is an issue specifically highlighted by the King Report III, principle 1.19.
• An evaluation of the ethics process followed in ECMIC based on the recommended principles of the King III report.
